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Purpose

This report pr. r~s a proposal for designing and tnst.a1~inq

~ comprehensive Management By mt~~.etives ~t~~: .ys’te~ £fl

Air Force tnstl.tu” v of Technology (A?!?). It as been pro—

oar ed ir  r.sponsc to a request fror ~e P1* — and Evaluation

Division, Directorate of Education Plans and Cp.rat ion s

(APIT/ !VV) . Tb. princLpal ~~ e~tve for t~~ s proposa l ~ an

interest expressed by the AFI? Co~~andant ~ dev.1op~r~ a

cc~pr .h.nsiv. MEG system for AT!? ~.‘~ich ef’c ’~ ivelv support s

the Air University (AU) and Air Training Cøemand (A?C) P~3C

programs and which meet! the obj ective. of ~~~se ~-rogra~ t as

described in AUR 2S—l. ‘~~~~~~—~ -t By Obje ctive s (~ !~~ r u n-

ning ,~ and A’rCP 25—4 , ATC “ i gt r e r t  By Cbject ~~. ’s. ’

Overview

This report is organized into three main sections . ~~~~~~~
- first

provides ~ brief , but very important , i~trcduct~~r. to the

general concept of MBO . This discussion highlights both

potential advantages and pitfalls of imple~entina “~~~~~~~. The

second section describes a general blueprint for d.siqnina

and installing a comprehensive “Fe system that is custom—

f i t s to the specific management needs of ;F:- . The distinc-

tive feature of this plan is a conceptual framework which is

derived frcn the inissior. ~t a t~~rer.t and which defir.es ~ssoci—

ated key result areas. The framework alfo provides a basis

—1—
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f~,r systematically defining p.erforeance cr~ t eri a arc ~e!ste~
standards and , subsequently goals and ob ectives. ‘c

third section of th. report presents a general plan fc~
implementing the recc~~t~dwd system C~~~cUt ~~~~ lxi

add ition , the report includ.s a btb 3ioqraphy of 5u~~c~td

references on NEC. several •~ca~p1es of corplet.d management

objectiv , guides 1 and copies of Ar? ~5-l and A~CP 25-4.

A final introductory note: It is i por’i-~ t h it roe r.ad

this report in ~~~~~~ sequence in which it is presented . More

specifically, you should r.ot skip over ‘~~~~~
- f~.rst s~s ct ton on

basic M9O concepts under the assumption that you are already

familiar with NBC or that you can infer its ~‘~~era th~~”c

from its lubel. The material ~~~~~~~~~~ in Sections II and

III has been developed under the aasurption t~.at you under-

stand and appreciate th. concepts and phi losophy presented

in Section I.

— 2 —



SEC’?IOM I: MANAnVtD~’? BY OBJWflVF S - S~S!C CC”C!P~S

Background

NEC is perhaps the ~cst w~~ely ~~~~~ ..anf2 ~isaç;l .d...

general approach to m.anagew t in -.~ e ~cday . )~D~
and systems have been inst~~~led ~n a variety of ~r~ vate and

public sector organizattons ranging from ITT and !~~‘ to tht

Catholic Church and the ~~~~~ tment of Defense. Witn .n t’~

Air Force , NBC programs .v’e been i p ~ e~c t.d at cc~~ and ,

wing, base, and org anization a evels , of~cn under a va r ic ty

of labels and fcrmats , e . g .,  ~‘~ra—e~4nt By ‘.sult s, Mana ge—

r~ent By Obj ect ives and P es~~ ts , and ~‘rrfor5.ar.ce ~‘ara q e-t-t .

NBO is more than i p rogram which emphasizes ~~~~~ iystem~tic

setting of g als and objsctives and which focuses or. t~~~

achievement of veri’iabls resu ts. It s a philosoph ,

process, and general system of management.

The evolution of NEC spans ~ period of so.. 25 -- r~~~r ; .  In

1954, Peter Dr-ucker provided what was probably the first

definitive statement of the “~~~~~ proces s and philosophy .’

:iicker emphasized th. importance of clearly and s~~~ør-~.f i ~~

cally identifying the fundamental purpose or nis ’~~~r of the

organization and those associatc~ critical (‘- nctional)

areas in which effective ~erferr~ r.ce and satisfactory

1Drucrker, P.F., The Practice a~ ~‘a-’i’-~ezent, (Uew York~Harper & Row, 1954)

—3—
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resul ts  are necessary for accoaplis~~ ’~tc t~’e b~~ic ‘ission .

Further , ~r~cker promoted the notion of an

hierar&ty of objecti1e8 based on and supcorting , th e-

organiz~~ i.~n’s primary ~~~~~~~~~~ AccordL tc :rucke-.

every rtartager is re cnsiblc for establishing c~ ;ecttves

f’:: his/her department or ur.t1 ~L:.ct~ ves which axe f n ~~

in terms of t~ e~ r contribution to t~e goals 0 t~~e lar ge r

system of which the organization is an element er constit—

uent subsystem . In t ..rr.. the objec t~. ’es e ’ t ab 1is~ ed at ~ny

part~.cular organizat ~on a Lev.~ pr ovid. a f~~~~~~’r .  ard

dircc t~ cr for units subordinate to tJ.at evø . “0 ~~sure

that the objectives at each level re consistent ~~~~~~~ those

at higher levels , ea-. h  manager also participa~ es ~n devel-

oping the objectives of the nc*t higher uni t .

The notion of p~rticipetive ~~~~~~~~~~ ~~t~~rg ~s also central to

the philosophy and process ‘ “~~~~~. ~~~~~~~~~~ participation makes

- t  possible for ~‘~~:h anaqer to have some input to the

decision process wh~~r determines those object~vesfresultF

for which he or she will subsequent y be held accow~~able .

Thi s participative feature , coupled wit’ cliarly defined

objectIves, is presumed to lead to increased motivation v-d

con~ itment on th. part of t h e  individual manager. Douglas

McGregor and other distinq’iished behavioral Icienti c nave

e~oh~sized the importarce of securing cou~ itment through

the integration or lin)i~q of ~~~ ~idual needs and desires

-4—



with the goals/objectives of the organization .2 MBO pro-

vides a framework for systematically encouraging individ-

ual goals and objectives while, at the same time, furthering

the goals of the organization.

During the early stages of its applicatior., MBO programs

were rather narrowly focused on evaluating the performance

of managers. MBO ’s emphasis on participative goal setting,

self-direction , and accountability for results was seen as

a more satisfactory approach than perforrance appraisals

based solely on a subjective assessment of various person-

ality traits , e.g., “competence ,” “~ cb knowledge ,”

“initiative ,” “creativity ,” “professionalism ,” and the like.

I:owever , C programs that are directed exclusively at

performance appraisal tend to become increasingly less

effective if they do not move beyond that limited focus.

In the late 1960’s, ~‘BO programs assumed a broader perspec-

tive , incorporating the notions of integrated goal structures

and participative goal setting into the organizational plan-

ning and control processes. Objectives became tied to plans

and budgets and , as a result, MBO programs began to receive

more direct top management interest and invo1veine~t. Within

the past decade, MBO programs have emerged as total manage-

ment systems designed to integrate and orchestrate all facets

2McGregor, D., “An Uneasy Look at r~erformance Appraisal ,”Harvard Business Review, (May —7un e l95~ , pp 89—94:.
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of managerial activity .

The MBO Process

The MBO process consists of three general and interrelated

phases:

( 1) Goal. Setting. The essen:e of ~!Pf~ lies in est tb—

lishing verifiable objectives tha t are (ul t imate l ’) ~rived

from a clear statement of the organization ’s mission erd which

are lin ed to one another in an integrated hierarchical

structure. This goal structure provides a framework for

helping managers direct their attenticn and available

resources to those areas which ~re truly important to th’

success of the organization. Conversely, it also helps

managers at all levels in the organization avc~~ wastinc

their time, resources, and energy on problems ard issaes

which are marginal in significance and contribution to

meeting higher level goals and , ultimate y, the basic

mission of the organization .

(2) Action Planning. Objectives set in the first phase

of the MBO process specify desired results or outcomes which

management views as critical to the success of the organiza-

tion. Ideally, these goals and objectives are not legislated

or directed down from on high, but rather are developed

through the interaction and ;oint deliberation of various

supervtsor-subordinate pairs at each level. The individual

responsible for a p&rtic’.ilar outcome then develops a plan or

—6—



strategy for achieving that objective, i.e., the individual

determines what resources are required and available and

how, when , where , and in what amount they should be allo-

cated to meet the objective. In short , the action plan

specifies the manner in which the goal ..ll be accomplished .

(3) Implementation and Control. In the t’.ird phase ,

the action plan is implemented and ~rc~ress is monitored

(through information feedback) to insure timely corrective

action can be taken when required . Cnder !490, the individual

responsible for a particular result has primary responsibility

for controlling progress toward accomplishment of that out-

come. While that responsibility is, to some lessor extent ,

shared by the individual ’s supervisor , the success of MBC

depends, in part, on each person recognizinq that he/she has

primary responsibility for accomplishing the task at hand .

In this situation, the role of the supervisor is perhaps

more one of a “coach” than a direction-giver in the bureau-

cratic sense.

To summarize, the MBO process can be generally characterized

by the following basic steps:

(1) Develop a clear and concise statement of the

organization ’s mission;

(2) Identify key result areas critical to successful

mission aocomplishment;

(3) For each key result area , identify performance

— 7—



crLteria and associated standards by which the organization ’s

effectiveness and efficiency can be periodical1y measured

and ~.seessed ;

(4) When periodic assessment identifies criteria for

which current performance is substandard , establish veri-

fiable goals/objectives to remedy the situation;

(5) For each goal/objective, formulate an action plan

designed to achieve the desired outcome within specified

time and resource constraints;

(6) Implement the action plan and when required , take

corrective action;

(7) Periodically evaluate the 3ffectiveness of subor-

dinates in setting verifiable goals , developing appropriate

action plans, and controlling the successful implementation

of the plan; and

(8) Implement appropriate management action to reinforce

successful performance by subordinates and improve less than

satisfactory performance.

These steps are not necessarily definitive , nor are they

strictly seauential. However, they do suggest the general

pattern of the MBO process.

Advantages and Pitfalls

Before presenting a proposal for a comprehensive MBO system

designed to meet the specific needs of AFIT, it is appropriate

to point out some of the potential advantages that you can

expect — as well as some of the pitfalls to avcid. First ,

—8-



MBO offers a systematic , structured approach to identifying

those areas of performance that are most irportant to overall

organizational health and effectiveness. It can promote the

integration , coordination , and orchestration c~ activity

throughout the organization , thereby improving both effec-

tiveness and efficiency and reducing the amount of margir.ally

productive, counterproductive, and misdirected effort. YBO

can also promote increased motivation and conmiitment to the

organization ’s goals and objectives through its emphasis on

participative goal setting and accountability , as well as on

the linking of personal goals with those of the organization.

MBO’s emphasis on clearly defined goals and objectives can

facilitate prioritization of actions for purposes of resource

allocation, and for adjusting operating plans and programs

as existing objectives are accomplished and new ones are

identified. Finally, MBO offers a more systematic and objective

means for assessing the performance, contribution , and

initiative of individuals in the organization and for identi-

fying those persons capable of accepting increased responsi-

bility. Equally important, it can help the supervisor identify

individuals who require additional professional development,

guidance, education, or training. That’s the good news.

The bad news is that, while MBO (when properly designed and

implemented) has significant potential for improving organiza-

tional effectiveness; efficiency, and c7erail corporate health,

the road to a successful MBO program is marked with a number

—9—



of potential pitfalls. Perhaps the itost commonly encountered

problem is the lack of genuine and active interest by top

management. When the involvement of senior individuals is

relatively superficial or when MBO is installed because it

is seen as fashionable or politically expedient , posit:ve

results tend to be rather cosmetic and transitory at Lest.

Under such circumstances, MBO is often perceived of as just

another irritant to be tolerated until the next in a con-

tinuing string of management fads replaces it. The moral of

the story here is that if you’re not committed to !~‘BO as a

basic style and system of management, don ’t waste your time

with it...or the time of subordinate managers who are already

busy enough (though not necessarily on truly important matters!).

Problems can also emerge when the mechanics, but not the under-

lying value system and philosophy , of MBO are adopted. Estab-

lishing clearly stated~and verifiable objectives is a worth-

while goal for any organization . However, when objectives are

set without the participation of those individuals who will

be held responsible and accountable for their accomplishment,

this process is not MBO. NBO is particularly effective with

individuals who are inherently self-motivated and have a high

need for achievement and autonomy. Consequently, when an

“MBO ” program is installed primarily as a “club” to increase

external control by supervisors, you are not really irnple—

meriting N~o. In certain situations , e.g., when you are dealing

with people who are not very self-motivated and self-directed ,

—



tight external control and close supervision are indeed

warranted and necessary . The point is that external control

and direction are not inherently bad - they ’re just riot MBO .

It should be apparent then, that MBO is not a panacea or

some magical management elixir that is equally effective in

curing all organizational ailments (despite what some

managerial medicine men may pitch). In some cases , MBO is

simply the wrong prescription .

An overemphasis on “quantifiable” goals and objectives can

also be a problem. It is important that goals be verifiable.

However , when this point is overemphasized , there tends to

be a corresponding overemphasis on those objectives which

can be easily quantified and measured. When this occurs,

there is typically an excessive or myopic focus on organiza-

tional efficiency and an inadequate emphases on organizational

effectiveness. For example, the university which assesses

its health by looking only at measures such as numbers of

students, numbers of graduates, student/teacher ratios ,

percent of capacity , and the like is focusing on efficiency .

Ideally , there should be a balance between the emphasis on

these issues and performance criteria such as the quality of

the education provided , e.g., its relevance, currency , and

comprehensiveness. While measures of effectiveness are often

more difficult to define in strictly quantifiable terms, they

are often more important indicators than are the efficiency

indicators.

—11—



Another very common problem with MBO systems is that they

are often embellished with unnecessarily elaborate and

cumbersome reporting and control systems. Many otherwise

well designed MBO systems have literally suffocated under

the weight of their own paperwork . In such cases , the

system becomes pathological or cancerous in the sense that

people focus on “pencil-whipping” some report , rather than

on solving the actual problem the report is designated to

highlight. When this occurs, the system has degenerated

into an end in itself , rather than an efficient means to an

end. Keep the paperwork as simple and convenient as possible.

It should serve you - not vice versa. An MBO program can

increase, rather than decrease, the time pressure on involved

managers if it is simply added to everything else the manager

must already do. Ideally , a properly designed and implemented

MBO system should reduce time pressures by replacing rela-

tively inefficient and time consuming managerial activities

which focus on problems and issues that aren ’t really izTtpor-

tant. Where MBO is installed properly (and the intent is

a truly comprehensive system), it becomes the basic system

and philosophy of management. Consequently , it is super-

fluous to refer to it as “our MBO program,” suggesting that

it is something distinct from the basic management system.

When an MBO system has been properly installed and is fully

operatl.onal as an organization ’s basic approach to manage-

merit, the label “MBO program” can be - and probably should

—12—



be - dropped.

While MBO can be a practical and pragmatic approach to

management, it requires the manager to develop and use a set

of skills whit~h many have never been required to develop and

employ before. Contrary to what one might think , not all

managers - nor necessarily those occupying senior positLons

have developed the ability to recognize and establish truly

important performance objectives and to express these clearly

and concisely. Further, MBO (when properly i’plerented)

incorporates a less directive , more supportive style of

supervision. The supervisor’s role becomes one of helping

subordinates define verifiable objectives and then supporting

them by fecilitating their efforts to accomplish those goals.

This style of supportive supervision , with the emphasis on

delegation , does not necessarily come easily or naturally

to many managers. It is in many respects a more difficult

and demanding style of supervision, requiring a good deal

of maturity and sensitivity on the part of the supervisor.

It is often very uncomfortable and frustrating for Super-

visors who have high nee~s for achievement, autonomy , and ,

in particular , power.

It should be recognized that many people may perceive MBO as

threaten.~ng. While it provIdes individuals with improved

opportunities for increasing the control over their own task

environment and organizational destiny , it also holds them

— L i —



accountable for their actions.. .and their inactions. Both

success and failure are highlighted . Under MBC’, showing up

for work on time, keeping busy for eight hours, and being

perceived as a “good guy ,” are no longer good enough . For

those individuals who, for a variety of reasons, prefer rela-

tive anonymity within the organization , MBO provides a rather

unwelcome spotlight on their activities (or, more to the point ,

their inactivities). This perceived threat can be an impor-

tant element of resistance to implementing a comprehensive

M~O program and should not be underestimated .

One of the most common pitfalls encountered on the road to

a successful MBO system is attempting to prematurely begin

the process of setting goals and objectives without first

insuring: (1) Everyone concerned understands the basic con-

cepts and philosophy of MBO, and (2) Experienced managers

have developed (or are developing) the skills to recogni:e

and clearly express key performance objectives. Attempting

to implement MBO without an appropriate education program

often spells defeat for the program before it ever really

has a chance to get off the ground. Education is a key -

if not critical - ingredient to successfully implementing

MBO.

Finally , in anticipation of the potential benefits , there

seems to be a tendency for organizations contemplatina the

installation of MSO to want to jump right into the process

—14—



of setting goals and objectives without first going through

the prerequisite steps of defining the basic missicr state-

ment and associated key result areas. E:~perience (on the

part of the author and other MBO consultants) has repeatedly

demonstrated that most people in an organization siw~ly do

not hold consistent views on either the basic mission or the

key areas of performance critical t~ the success of that

mission. You cannot assume that these are self-evident or

that everyone sees things as you do. Attempting to set

goals and objectives without common understanding of the

mission and key result areas is an invitation to failure of

the effort. Similarly , attempting to set organizational

gcals and objectives without some type of model or concep-

tual framework, based on the mission statement and deriva-

tive key result areas, is largely unproductive ar.d ineff 1-

cient. The process of setting goals and objectives should

not - and need not - be a loosely ccordinated random genera-

tion or brainstorming of ideas. Under a good MBO system,

goals and objectives are the product of systematically

establishing operationally defined performance criteria arid

associated standards using a conceptual framework, derived

from the mission statement, as a guide.

Despite these potential pitfalls, the potential benefits of

r.t~o remain attract~ve. Its popularity stems from experience

which suggests that in the appropriate situation and when

properly designed and installed , i~ is a straightforward ,

— 15—



common sense approach to management that gets results.

Definitions and Terms

At this point there may be some confusion about the “iar.guace

of MBO.” What specifically is the distinction between a

“goal,” an “objective ,” a “target,” “rerfor”~ance criteria ,”

“performance standards,” etc. These terms are commonly used

in the literature on MBO, often inconsistently. For example,

a number of writers use the terms “goal” and “objective”

synonymously , while others offer specific , albiet somewhat

arbitrary , distinctions. For purposes of clarity and inter-

nal consistency, the following definitions are used in this

proposal:

(1) Mission Statement: A clear and concise expression

of the primary purpose or purposes for which the organization

exists. The mission statement should describe what goods

and/or services are provided and for whom they are intended.

In other words, the mission statement should express what

need or requirement in the general social environment the

organization intends to serve.

(2) Key Result Area: An area of organizational activity

considered to be vital to successful accomplishment of the

organization’s mission . Key result areas may include services

to be provided , functions to be accomplished (internally) ,

or markets/customers to be served.

(3) Performance Criterion: An operational definition

or scale ~f measurement used to assess some dimension or

— 16—
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characteristic condition of the orcanization which is con-

sidered important . In commercial enterprises , for exai~cle,

sales, profit, return on investment , growth, and net worth

a:e commonly used performance criteria or dir.ensions along

which the health of the organization is assessed .

(4) Performance Standard: A value associated with a

particular performance criterion or measure that is con-

sidered (by the responsible manager or agency) as acceptable

or “good enough.” For example, in organiz ations concerned

with production activities, product quality as measured in

unit rejection/failure rate is a common performance criterion.

If managerrent considers a .‘% rejection/failure rate as

acceptable, the 2% value is the performance standard.

(!3) Goal/Objective: Some desired condition of the

organization, as operationally defined by a particular per-

formance criterion, which is different from the current

state or value. Continuing the previous example, if the

rejection/failure rate is currently 5% (and the standard

is 2%), the goal/objective might be stated as: “To reduce

the rejection/failure rate to the 2% standard within six

months.” The distinction between the term “goal” and

“objective” is generally a matter of semantics, often

rather arbitrarily defined in terms of scope or degree,

and (in the view of this writer) not really important. It

is perhaps more convenient to think of a particular desired

outcome or result a~ an objective to the individual manager

— 17—



directly or primarily responsible for that result and as I

goal to individuals subordinate to, or supporting , that

manager. In other words, ob~.ctive~ are accomp ’ish.d at on.

level to support goals at the (next) higher level. Con-

sequently, whether an outcome is defined as a goal cr objoc-

tive depends on the perspective from which it is being

examined .

With this brief introduction to the concept and p!~-.ilcsophy

of MBO as a foundation , the next section outl~nes the design

of a comprehensive MBO system tailored specifically to the

needs of AFIT. A more complete description of ~‘i~r is avail-

able in the references included in the bibliography to this

report.

—18—
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SZ CT I O& II: A BLUEPRINT FOR MAN C~Yfl.~T BY (~BJECTIVFS IN AlIT

Design Considerations

While it is probably true that most organiza t ion s  :ar. prof i t

to some extent from a well designed and iroperly imple:nented

~~O system , there is no evidence to support the hypothesis

that there is one best wa” to manage by cb~ ectives. On the

contrary, successful NEC systems are c~nerally tailored to

neet the scecific needs arid characteristics of the orcaniza—

tion in which they are installed . In particular , a success-

ful ~!C system should feel “oor fcr table ” to management and

be consistent with their ~ersonal philosophy and style.

A fundamental premise in architecture states that “form

follows function.” Before you can properly desicn a z~ stem ,

ycu ~~~~ to have a clear understandinc of what you want that

system to do. As the architect of an “~F~~ system , you need

-o begin ~y 3sking and answering the question : ‘~ hy instal l

~~~ in this organization?~ “What do I want and expect this

system to do for me?” Answ~ :ing this question takes some

open and honest reflection. If , for  example , MBO is being

installed primarily in response to the direction and desire

of some higher level of management , i.e . ,  it is principally

a political expedient , and is not being introduced because

the people involved are truly committed to MBC as a basic

system of management, then it is perhaps best that a rather

superficial system be designed to minimize t1~e disruption
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and impact on the organization. Cs~ the other hand , if the

philosophy and concepts of ZIBO are truly compatible and con-

sistent with those of the individuals responsible for managing

an organization , then a more in—depth and covnpre~ensive

design should be considered . In other words , you need to

decide whether you want MBO to simply “f i l l  a square ” - and

the realities of organizational l i fe are such tha t some

squares need to be filled - or, alternatively , you want to

introduce MBO because it really does make sense to you as a

phuloso~hy , process , and system of management.

In the previous section , it was suggested that ~~~ can , at

least potentially , improve planning , coordination , control,

motivation, communication , and subordinate performance

evaluation and development . Yet, there is no requirement

that a particular MBO system attempt to attack all of these

targets of oppor .unity . Many MBO systems focus primarily

on planning , while others are implemented primarily for

performance evaluation. Further, there is no inherent

recuirement that an MBO system permiate an organization.

A common design, particularly among organizations which are

initially somewhat skeptical about ?‘BO, is to implement it

in only one division or, alternatively , down through only

one level of management until the system proves itself.

The design described in this section proposes a comçrehensive

system designed to include planning , coordination , control ,
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performance evaluation, and other features outlined in

Section I: tX proposes an Institute—wide intervention , from

top to bottom. If a less comprehensive system is desired ,

then it is appropriate and necessary that this proposal be

modified accordingly. The principal purpose of the design

proposed here is to serve as a vehicle for  discussion and a

mechanism for use in developing the final design of an AFIT

MBO/management system.

The Mission Statement

Ideally , the design process begins with the development of

a clear and concise statement of the mission or basic purpose

of APIT. Contrary to what one might think , experience

suggests that many people in an organization simply do not

agree or hold consistent views on what the basic mission of

the organization is or on what it should be. Unless the

principal actors have a common understanding o~ the basic

purpose, i.e., the goods and services to be provided and the

specific markets to be served , it is generally a waste of

time to attempt to set or define performance criteria ,

standards, and related goals/objectives. (ASIDE: If you

are skeptical about this, ask your immediate subordinates to

independently write down their own interpretation of AFIT’s

mission and then compare the results) . You should not assume

that everyone shares the same view that you do.

In the view of many people , the mission statement is , de facto ,
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a piece of paper to blow the dust off of once a year to see

if what is actually being done bears any resemblance to what

someone once thought was supposed to be done . That fact is

that the mission of an organization, like any system, is what

that organization actually does, not necessarily what it says.

Considering this , the mission statement , to be of any real

value, needs to be a “living” document that continually

reflects how we see ourselves and how we want others to see

us. It is, or should be, an explicit statement of our cor-

porate value system. From an internal perspective , it is

probably true that the real value of the mission statement

lies as much in the process of its development r as in the

resulting product. A periodic comparison of notes can help

insure that everyone understands what business we are in.

Such interaction also often helps define what business we

should be in. For example, should AFIT continue in its

presently defined role and continue to serve its ~traditional~*

markets or, alternatively, should it move toward an expanded

role of the Air Force ’s single manager for education? While

questions such as this cannot and should not be considered

unilaterally by APIT management , i.e., without interaction

with AU , ATC , and other concerned agencies , they do need to

be considered when reassessing the organization ’s mission.

Again ideally , AFIT ’s mission statement should be derived

from , and support , a current and realistic AU mission state—

men~ . A current draft revision to ATCR 23-26.  “Directory
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and Mission Directives of Air Training Command Organizations,”

outlines the mission of AU as follows:1

1. Prepare officers for command of, and staff duties in,
all types of Air Force organizations and joint com-
bined commands.

2. Prepare selected noncommissioned officers to better
fu l f i l l  their leadership and management responsibili-
ties .

3. Provide education to meet Air Force requirements in
designated professional areas .

4. Conduct precommissioning programs at civilian e’~~ca—
tion institutions.

5. Assist in developing Air Force doctrine, concepts,
and strategy.

6. Conduct the liaison function for supporting special
Air Force programs and organizat ions.

AFIT’s mission statement should reflect the manner in which it

proposes to support and contribute to accomplishment of the

AU mission. The current mission, as stated in the 1978—1979

AFIT Catalog reads :

The mission of the Air Force Institute of Technology
is to plan , organize, conduct, and administer degree—
granting and continuing education programs in engi-
neering, systems and logistics, civil engineering ,
management, medicine, and other fields at Wright-
Patterson Air Force Base (WPAFB) Ohio , at other
sites, and through contracts with civilian educa-
tional and health care institutions and industrial
organizations in response to United States Air Force
(rJSAF ) and Department of Defense Requirements.

A well written mission statement should , at the very least ,

reflect the important services APIT intends to provide and

the markets or specific customers it intends to serve. As

1Furnished by AFIT/MET on 22 Aug 79
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a matter of flavor , it might also infer to the reader the

relative emphasis placed on various programs and activities

and the general manner in which services are to be provided.

In assessing the current and continuing validity of the

present mission statement, one needs to consider whether

(or not) it accurately reflects what we do.. .and to whom .

For example , are the research and consulting activities

conducted by AFIT important enough (in terms of resource

consumption , service to our customers , political significance,

etc.) to warrant their inclusion in the mission statement?

If so , the mission statement might be rewritten as:

The primary mission of the Air Force Institute of
Technology (AFIT) is to develop , conduct, and admin-
ister degree—granting and professional continuing
technical education programs in engineering , logis-
tics management, systems management, civil engineer-
ing, medicine, and other fields in support of Air
Force and Department of Defense (DOD) requirements.
In addition , AFIT conducts research and provides
both technical and managerial consulting services
to assist various Air Force and DOD agencies.

This alternative, while not offered as definitive , declares

that while our principal product is technical education ,

accomplishing research and providing consulting services are

also important elements of our basic charter , elements which

are not totally ancillary to the educational role, and

elements for which it is entirely appropriate to acguire

and expend resources. 
-

If prcperly constructed , the AFIT mission statement should :

1. Identify key services to be provided ;
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2. Identify specific markets to be served ;

3. Provide direction for developing more specific

mission statements for each principal organizational ele-

ment (e.g., CI, DE, EN, LS, etc.) and suggest the possible

need for organization redesign; and

4. Identify those key result areas in which effective

and efficient performance is particularly important to AFIT’s

success and continued viability.

The Conceptual Framework

In Section I , it was suggested that design of an MBO system

for an organization should be based on a conceptual model of

that organization which provides a framework for identifying

key performance/result areas, associated performance criteria

and related standards, and , subsequently , goals or objectives.

Attempting to set goals/objectives without the aid of such a

framework generally results in a good deal of wasted motion

and, at best, a set or collection of rather loosely related

goals, rather than a system of closely coordinated and

directed components . The basis for such a framework is the

mission statement.

One logical and important dimension for describing the nature

of any system is the output of that system to its environ-

merit , i.e., the productsLservices it provides in response to

the perceived demands of those markets or customers for which

the organization exists to serve. In the case of AFIT, the

—25—



proposed mission statement identifies three basic services:

(1) technical education , (2)  research , and (3)  consulting.

If the system designer assumes that the basic structure of

the organization is a given , then this structure ( i .e . ,

organizational elements) becomes a second important dimension

of the model. In this regard , it should be emphasized that

the complete structure of the organization includes not only

those officially designated schools, directorates, offices ,

divisions , branches , detachments , and the like , but also

other important enfranchized groups such as the Institute

Council, the Commandant’s Faculty Advisory Committee, and

the Faculty Senate . Each of these designated and enfran-

chized components of the AFIT structure is a candidate for

defining and accomplishing goals and objectives in support

of the basic mission .

Regardless of their respective missions , all organizations

must perform a number of critical functions/activities to

survive and remain viable . While the exact nature of the

activities composing these basic functions will vary between

organizations, each basic function must be accomplished to

some degree and in some fashion. Most organizational

scientists identify the following basic functions as critical:

1. Operations ( Production)

The Operations or Production function includes all activities
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directly related to converting input “ raw materials” to

output goods and services. In the case of AFIT, this function

would include all activities related directly to educating

students , accomplishing research , and providing consulting

services. For example , course preparation , course presen-

tation, and student evaluation might be considered Operations !

Production activities because they are directly concerned

with converting students (the raw materials) into graduav~es

(output) , i.e., these activities are directly concerned with

the process of equipping students with additional concepts,

techniques , skills , and application experiences. Similarly,

activities directly related to accomplishing research or

providing consulting services are also a part of An T’ s

Operations/Production function.

2. Support (Input-Output)

The Support function comprises all those tasks and activities

concerned with the procurement or acquisition of input raw

materials (e .g. ,  students , research topics , consulting

requests , etc.) and the distribution of products/services

(e.g. ,  graduates , research reports and briefings, consulting

reports , et c . ) .  In AFIT, the Support function would include

activities related to marketing of our various programs and

services, identification of specific students to attend

courses and programs, distribution of research publications

and briefing the results of various research projects to
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concerned individuals and agencies, and activities concerned

with the reassignment of graduates.

3. Maintenance

The maintenance ‘function includes activities accomplished

to maintain the smooth and efficient operation of the organiza-

tion and in particular, to facilitate Operations/Production

activities. Important maintenance functions include person-

nel management (particularly the recruitment, assessment,

reward, and development of faculty and key staff), admini-

strative support, resource management, student operations ,

facilities and equipment, library services , computer services,

etc . The development of operating policies and procedures

and the design of certain reward/incentive programs are also

commonly considered as maintenance activities.

4. Adaptation

This function encompasses all those activities concerned

with assessing the changing nature of the environment in

which the system operates (including general economic ,

technological , social , political , legal , and educational

environmental conditions , as well as the changing character-

istics and requirements of customers, competitors , and

suppliers). In addition , this function includes activities

and tasks directed at developing and implementing plans to

either adapt the organization to changing environmental

ccnd±tions or to influence changes in the environment that

—28—



complement the organization as it currently exists and

operates. For example , adaptation activities might include

the evaluation of our courses and curricula by students ,

faculty , “client” agencies , and the AU Board of Visitors .

In addition , activities designed to assess the need for

new programs (e .g . ,  Space Operations , Transportation , etc.)

and services are also a part of this function.

5. Management

The Management function is concerned , in general , with

decision and control processes. The activities accomplished

under this function focus on the coordination , regulation ,

and general orchestration of all other activities. “anage-

merit activities are concerned with changes in the basic

mission , services , organizational structure , and priority of

resource allocation. They also include activities focusing

on conflict resolution , design of internal communication

arid decision support (information flow) systems and super-

vision , motivation, and support of subordinates .

It should be evident that the degree of involvement in these

various functions will vary with the respective responsibili-

ties of specific units and individuals within the organiza-

tion. The Commandant, for example, is likely to spend the

maj ority of his time with management and adaptive activities.

Conversely , it is unlikely that he would spend much time with

the Operations function, i.e., in actually teaching, doing
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research , or consulting. An organizational element such as

Education Plans and Operations (ED ) spends much of its time

involved with the Adaptive and Maintenance functions. How-

ever , the Director of this unit , as an individual , will

probably spend most of his time in management activities.

Individual faculty members will generally spend the majority

of their time in the Operations function , i .e.,  in teaching ,

doing and directing research , and/or consulting. In short ,

each unit in the organization arid , more basically, each

individual within AFIT has a unique profile or distribution

with. respect to the amount of time and emphasis devoted to

these respective functions .

Figure 1 illustrates a general conceptual model or framework

which integrates the basic services , structural components ,

and functions of APIT. This framework should not be inter-

preted as definitive or all—inclusive . It is offered as a

general guide to help identify important key result areas

and to facilitate the definition of associated performance

criteria , standards , and goals/objectives in a systematic

fashion . In addition , the framework can assist individuals

in clarifying, defining , and understanding how they relate

to one another with respect to certain functional activities

and services. From the parspective of individual organiza-

tional (structural) units, this three—dimensional matrix

“collapses” down to the two—dimensional framework illustrated
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in Figure 2. The entries in each cell of this matr ix are

(conceptually) the performance criteria and associated

standards which that agency (or individual) proposes to

use in manag ing organizational performance in the key result

area defined by that cell . An empty cell sugcests that a

particular unit or person is not concerned or responsible

for that area . However , ideally , every cell in the matrix

should be the responsibility of at least one orc~anizatior.al

element . If cells exist -for which no one has proposed per-

formance criteria and standards , this is an indication of an

important area which is simply not being managed. The frame-

work of Figure 2 also provides a guide for the periodic

assessment and diagnosis of organizational health.

The Process

Ideally , the process of “operationalizing” thi3 conceptual

model - putting the theory to practice - begins at AFIT’s

strategic level with the Commandant/Vice Commandant proposing

a revised or reaffirmed mission statement to the AU Comman-

dant, based on recommendations provided by the AFIT (senior)

staff . This initial step is the foundation for everything

to follow and declares to managers at the next hiaher system

level the directions in which AFIT intends to move in the

near and far  terms ~~-i support of the AU mission (and , in

turn , tt~e missions of ATC , USAF, and DOD), With approval

of the mission statement by the AU Commander , the recommended

—32—



SERVICES
ORGANIZATIONAL ________________________ ____________ ____________

ELEMENT : EDUCATION
RE SEARCH CONS~.’LTI~ C

Degree- ‘rofessional
Granting Continuing

Operations

Support

z
C

Maintenance
0
z

Adaptation

Management

Figure 2:  Conceptual Framework Used By Each Organizational Element

— 33—



conceptual framework can be developed/modified as approori-

ate. Using the framework as a guide, and again considering S

the inputs and recommendations of the AFIT staff , the Com-

mandant/Vice Commandant de f ine those performance criteria

and associated standards which they propose to use — a~
individuals - to assess AFIT’s overall effectiveness ar.d

efficiency. Then, using these stipulated criteria and stan-

dards to evaluate AFIT’s current state of health , strategic

goals and objectives are proposed for those key result areas

in which performance is not currently up to par. After

indorsement by the AU corporate management, these criteria ,

standards , and goals/objectives become the basis for reiter-

ation of the process at the tactical level, i.e., at the

school , directorate, and office level (AFIT senior staff

level). More specifically , the respective deans and direc-

tors, considering recommendations of their staffs, propose

performance criteria, standards, and goals/objectives to

support those of the Commandant/Vice Commandant.

This iterative process continues until (ideally) each faculty

and staff individual has been included. At the “lowest”

level in the hierarchy , each faculty/key staff member has

proposed to his supervisor (department chief , branch chief ,

etc.) those goals/objectives which he or she intends to

accomplish in support of the goals/objectives to which the

supervisor has committed. This proposal, when accepted by



the supervisor, becomes the basis for employee evaluation

during the next rating cycle. The result of this process

is the linked hierarchy of goals/objectives illustrated in

Figure 3. Once the system has been completely installed ,

it continues to operate with periodic reassessment of

organizational performance using the established criteria

and new/revised criteria and/or standards as they are pro-

posed.

Performance Contracting and Evaluation

An important and inherent feature of comprehensive MEO sys-

tems is that they offer a more objective basis for employee

performance appraisal and reward. When a supervisor and

subordinate reach agreement on the objectives (initially

proposed by the subordinate) to be pursued by the subordinate
S during the next rating period , they have , in effect , estab-

lished a contract. In this context, the subordinate agrees

to accomplish certain tasks and objectives for which he or

she will be given a specified consideration. As in any

contract, under an MBO “performance contract”, the parties

involved agree on what services are to be provided by the

subordinate and what consideration or reward is to be given

by the supervisor for satisfactory performance. In other

words, under the proposed MBO system, the supervisor and

subordinate should agree (ideally) at the beginning of a

rating period what specific objectives must be accomplished
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and what level of performance on specified tasks is required,

for example, to get a “1” rating on the OER , to be recommended

for the Commandant ’s indorsement, to be recommended for pro-

motion in academic rank , or , in the case of civilians ,

rewards such as Sustained Superior Performance , Quality Step

Increase, or an Outstanding Performance Report. By knowing

ahead of time what level of performance and effort is

expected during the rating period for specific rewards and

consideration, each employee has (at least theoretically)

more control over his own “fate.” At the same time, the

supervisor has a more objective basis for evaluation and

reward. Performance contracting is a popular feature of

S many successful MBO systems because it is at least perceived

to minimize the distasteful “politics” commonly found in

more subjective approaches to performance appraisal.

In some MBO system designs, the supervisor and subordinate

also agree at the time a subordinate becomes responsible

for a particular objective the frequency with which progress

will be reviewed with the supervisor . In all MBO systems,

general supervisor—subordinate progress reviews or “coaching

sessions” should be held at least quarterly during an annual

rating cycle to insure both parties are in agreement as to

where the subordinate stands with respect to his/her perform-

ance contract. Of course, other progress reviews should be

held when required.
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The Management Information System

The design of any comprehensive management system should

include consideration of the information system required to

support managerial decision and control processes. A S

management information system (MIS) , in the broadest sense,

includes all those activities , processes, and technologies

concerned with the acquisition, storage, manipulation ,

retrieval, and distribution of data/information required

by particular individuals within the organization. In most

NBC systems, the supporting MIS is manual, i.e., the primary

media for storage, retrieval, and distribution of information

is a simple, specially designed form .1 Many such forms are

in use and readily available. For example , ATC Form 1275 ,

“Objective/Programming Status Report,” included as Figure 4,

is used to support the ATC command MBO program. A somewhat

more convenient variation (locally developed) is illustrated

in Figure 5 (see both sides). Several examples of completed

“Management Objectives Guides” are included in Appendix A.

A single well-designed form is the only paperwork necessary

to support an efficient MBO system. This form provides a

convenient vehicle for describing the objective and its

relative importance, for planning the actions necessary to

11n some more sophisticated systems, the MIS is au tom ated
to pro ride computer—generated reports and analyses. This
feature i~ a~propriate in those organizations where accessto co~rnuter terminals is convenient and everyone —

includinq top manac ’ement — is comfortable with their use .
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accomplish the objective, for communicating current status

to other concerned individuals , for documenting completed

objectives, and for performance contracting with subordinates .

One important ingredient in the long term success of any MBO

system is the manner in which these forms or guides are pre-

pared and used. To reiterate a point emphasized in Section I,

the paperwork exists to serve the people - not the other way

around. The specific format and level of detail in which the

forms are prepared are considerations generally best left up

to each individual. For example, some objectives are rela-

tively straightforward and require little, if any , formal

planning. In such cases, there is no real need to develop

a time—phased management action plan. In other cases, e.g.,

the development of a new course or curriculum , a more detailed

plan , including time-phased milestones! etc., would probably

be necessary. However, since the primary purpose of the

form is to assist th.e individual responsible for completing

the objective, that person should determine the format and

level of detail required. Also , there is no requirement

that forms be typed. In fact, one of the principal advan-

tages of the objective guide illustrated in Figure 5 is that

it is designed to be completed either by hand or with a

typewriter — depending on the personal preference of the

user.

There is another point to emphasize about the management
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objective guide or MBO form . If properly designed , it

should be flexible enough to efficiently support the variety

of uses described in the foregoing discussion. In addition ,

this form should permit the use of a number of other forms

or different types of correspondence (e.g., memos, background

papers, point papers, staff summary sheets, etc.) to be

reduced or elimix,ated. The MBO guide should not simply be

considered as another form to be added to the existing S

inventory without at least considering it as a replacement

for others.

When the NBC system has been completely installed and is

operational , each individual should have a copy of active

NBC guides for which he/she is responsible and currently

under contract. The individual should also retain the

guides for objectives completed during the current perform-

ance rating period. In addition , forms for completed

objectives should , at the discretion of the individual, be

retained as long as they are useful for historical or

reference purposes. Each supervisor should also keep copies

of active NBC contract forms (objective guides) for each

subordinate, as well as forms for objectives completed by

the subordinate during his/her current rating period.

Periodically , usually not less than quarterly and as often

as necessary, each supervisor should insure that all sub—

ordinates have an opportunity to review progress on all
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objectives being pursued by the unit. This can be accom-

plished through a staff (progress review) meeting at which

individuals present the current status on objectives for

which they are responsible and answer any questions from their

associates. Alternatively , the supervisor might elect to

circulate a notebook containing updated management objective

guides for review by all subordinates. Such periodic reviews

are designed to promote internal communication and coordina-

tion and are an essential part of the MIS supporting the MBO

system.

Conclusion

It seems appropriate to conclude this section by reiterating

the point made at the beginning of this discussion : there

is no one best NBC system. The design recommendations

offered here should be modified , as necessary , to meet the

specific and changing needs of those managers the system is

intended to serve. In the next section, an example is pre—

sented to illustrate the application of some of the concepts

previously discussed and to suggest a general management

action plan for implementing the suggested comprehensive MBO

system in AFIT.
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SECTION III: IMPLEMENTING NBC IN AFIT

The final section of this report presents an example designed

to illustrate some of the concepts described in the preceeding

sections. The example describes the development of a manage-

ment objective and associated action plan to design and install

a comprehensive NBC system throughout An T. Because this

objective is “strategic” in nature, i.e., it will potentially S

have a significant permanent effect on the organization as a

whole and its mission effectiveness , the Commandant is identi-

fied in this example as the individual having primary respon-

sibility for accomplishing the objective .

Example

Ideally , the process begins when the Commandant, using the

conceptual framework presented in Section II as a guide,

recognizes that the existence of a comprehensive management

system is important to AFIT’s overall effectiveness and

efficiency in meeting the technical education , research, and

consulting needs of its people. At this point, a management

objective guide can be initiated to reflect this key result

area and performance criterion, as illustrated in Figure 6.

Note that the guide also reflects the Commandant’s assess-

ment that such a comprehensive system of management does

not currently exist in AFIT. At this point then, the ob?ec—

tive guide identifies the Management function, in general,

as the key result area of interest. It also suggests that

—45—



MANAGEMENT OBJECTIVE GUIDE

KEY RESULT AREA/ GOAL N O . :

Management Function - General

PERFORMANCE CRITERION NO.:

The existence of a comprehensive management system

Standard: Operational system installed throughout AFIT

Frequen cy of Assessment: Annually
OBJECTIVE NO. :  

—

COMPLETION DATE: RESPONS IBLE INDIVIDUAL : OFFICE: TELEPHONE :

Major General (erald B. Cooke ~FIT/CC 52321

IN COORDINATION WITH :

BACKGROUND/JUSTIFICATICN/ SOURCES:

STATUS/COMMENTS:
1. (1 Sep 79) No comprehensive system of management currently exists

APPROVED BY: OFFICE: DATE:
Fiq’ure 6

—

-
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the Commandant will accept as one measure of satisfactory

performance in this key result area the existence of a

comprehensive management system designed to rieet AFIT’s

specific management needs.

As a result of his assessment, the Commandant has concluded

that AFIT’s management is not currently up to par in the

sense that a comprehensive management syster does not now

exist. As a result of this perceived deficiency , the

Commandant prescribes the objective shown in Figure 7. In

addition, other pertinent information has been included on

the form.

Once the objective has been stated in a clear, concise fashion ,

a management action plan can be developed that is designed to

accomplish the objective within applicable resource constraints.

The proposed plan is briefly outlined on the reverse side of

the management objective guide as shown in Figure 8. The

action plan has been organized into two general phases. In

the System Design phase, an initial proposal/design (this

report) is developed and submitted to the Commandant for

review and comment. In this review, the Commandant determines

if the initial design is generally appropriate (e.g., whether

it is comprehensive and detailed enough or whether it is too

comprehensive and ambitious). The initial design is sub-

se~uently modified , as necessary , to incorporate the r~ccm-

mendat.ions of the Commandant and the program is prasented
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MAN AGEMENT OBJECTIVE GUIDE

KEY RESULT AREA/ GOA L NO.:

Management Function - General

PERFORMANCE CRITERION NO.:

The existence of a comprehensive management system 
- S

Standard: Operational system installed throughout AFIT 
—

Frequer,c~ of  Assessment : Annually

OBJECTIVE NO. :
To design a comprehensive NBC system tailored to meet the specific

management needs of AFIT and cor~pletely install the system throughout

the organization by April 1980

COMPLETION DATE: 
I
RESPONSIBLE INDIVIDUAL: OFFICE: TELEPHONE:

April 1980 [Major General Gerald E. Cooke AFIT/CC 52321

IN COORDINATION WITH:
AU/ED

WIT Staff

BACKCROUND/JUSTIFICATION/SOURCES: This objective is intended to improve

AFIT’s management and to support the AU and ATC MBO proqrams (AUP

25-1 and ATCP 25—4)

Resource People: Capt Stewart/LSS/54549

STATUS/COMMENTS :
1. (1 Sep 79) No comprehensive system of management currently exists.

APPROVED ~‘t. 
OFFICE: DATE:

Lt Gen Stanley N. Umstead , Jr.
Figure 7 AU/CC
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to the AFIT staff for their review, comments, and questions.

It is important that the staff be given an adequate oppor-

tunity to become familiar with both the basic concepts of

NBC and the specific program being contemplated for AFIT.

The importance of this education and motivation step to the

overall success of the effort cannot be overemphasized.

Specifically , the senior staff people must clearly under-

stand the degree to which the Commandant is committed to

achieving this objective and what their respective roles/

responsibilities will be in designing and installing the

proposed NBC system.

With this baseline established , the Commandant and AFIT staff

work together to develop the final system design and the

associated plan for its installation. During the final

design , the AFIT mission statement is revised or reaffirmed ,

with specific consideration being given to clearly stating

the services to be provided and the markets to be served.

Using this mission statement as a guide , a conceptual frame-

work is developed in detail to identify the key result areas

requiring specific management attention. The final system

design also includes consideration of the supporting manage-

ment i~-tformation system to be used. Finally , the plan for

installing the system in AFIT is developed in detail.

The System Installation phase begins with a presentation

of the program to the faculty and staff. Because of the
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numbers of people involved , it will probably be necessary

to present the program individually to each school or 
S

directorate. This initial presentation is followed by a

general education program in which each individual in the

organization is given the opportunity to become familiar

with the details of the program, how they will participate,

and how they can expect to be affected by the system. This

education program should include small group (department,

branch, etc.) question and answer sessions.

When the final system design has been completed , the

Commandant, with assistance of the AFIT staff, develops

performance criteria and associated standards which he pro—

poses to use to assess corporate health at the strategic or

Institute level. Using these criteria and standards, the

Commandant assesses the current state of affairs and pro-

poses specific goals and objectives which collectively serve

to operationally define AFIT’s course in the near and far

terms. This strategic program is then presented to AU/CC

by the Commandant.

With the indorsement of AFIT’s corporate strategy by AU/CC,

the second iteration of the process begins. Using the

conceptual framework and the goals/objectives to which the

Commandant has committed the Institute as a guide, the AFIT

staff (dear.s, directors, etc.), assisted by inputs from

their respective staffs (i.e., their department chiefs,

— 
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division chiefs, etc.), develop performance criteria and

standards which they will use to assess the effectiveness of

their organizations in supporting the AFIT mission in geri-

eral and the Commandant ’s objectives in particular. Again ,

these criteria and standards are applied to identify specific

goals/objectives.

This iterative process continues until each individual in the

organization has established a performance contract with his!

her supervisor concerning the goals/objectives to be accom-

plished. Essentially , this completes the initial installa-

tion of the system. At that time, each individual should

have a clearer understanding of where the Institute is heading

and what role he or she plays in that effort. In addition ,

each individual should also have a clearer understanding of

what the organization expects from him/her and , in turn , what

he/she can expect from the organization. Finally , if the

system has been properly designed and implemented , each

individual should truly believe that he/rhe has been given a

meaningful opportunity to influence the nature of his/her

own task environment and those activities for which he/she

will be held responsible and accountable.

Conclusion

This report has attempted to outline the basic conceots and

features of a coxnprehen~ive MBC system designed to meet the

specific needs of those individuals resporLsible for managing
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AFIT’s activities and for accomplishing AFIT ’s basic mission.

A central theme in this discussion is that there is no one

best way to manage in general , or manage by objectives in

particular. With this in mind , the principal objective of

this report is to serve as a catalyst to more conscious

reflection on the potential benefits and pitfalls of NBC as

a basic system of management. MBO is not a “cookbook”

approach to management or “management by the numbers.”

However, when properly designed and installed , a compre-

hensive NBC system can assist otherwise competent, creative,

and motivated managers to get results.
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~1ANAGEMENT OBJECTiVE GUIDE

KEY RESULT AREA/GOAL N O . :

OPERATIONS FUNCTION - Graduate Education

a-

PERFORMANCE CRITER ION N O . :  
—

Graduate Facilities Management Program — ‘FM 5.51: Enviro-imenta]. and
Enerwv Systems Analysis Course

.~~andard : Develop and present course
Frecuency of Assessment : ~niu,s11v

OBJECTIVE NO.:

To deve1o~ and nresent FM ~ ..51: Environmental and Sner~ r Systems Analysis

course to students in the Graduate Facilities Management Program. Class

7~A and 7gB . (26 Mar — 1 Jun 79~

COMPLETION DATE: RESPONSIBLE INDIVIDUAL : OFFICE: TELEPHONE :

1 Jun 79 Capt Todd Stewart AFIT/LSGQ 5k8Lf5

IN COORDINATION WiTH :

AIC iMa i Karnasiewicz/55023 AFESC/DEB Mai Pease/g7C—28914- - - -

LSGM J,~Lt Co]. Kni~ fer/55O96 AFLC/DEV Lt Col Lee

AFESC/DEV I coi Schultz/970-251k AFLC/DEM Lt Col Bel].an

BACKGROUND/ JUST IFICATION/ SOURCES:

FM 5.51: Environmental and Energy Systems Analysis is a required course

for all 79A and 79B students in the Graduate Facilities Management Program.

STATUS/COMMENTS:

1. (25 Mar) Course preparation complete

2. (1 Jun) Course pres.~ntation complete

APPROVED BY: 0FYI~E: DATE:

-

. 

Lt Ca]. Engel 
- 

5 

AFIT/LSGQ I Mar 79
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MANAGEMENT OBJECTIVE GUIDE

KEY RESULT AREA/GOAL N O . :

PERFORMANCE CRITERION NO. :

Standard:

Frequency of Assessment :

OBJECTIVE NO. :

COMPLETION DATE: f RESPONS IBLE INDIVIDUAL : 1OFFICE: 

1

TELEPHONE: j
IN COORDINATION WITH :

—H~~~BACKGROUND/JUSTIFICATION / SOURCES:

STATUS/COMMENTS:

Management action plan continued on reverse side

V~i) BY: 

— 

— 

S 
~OFPICE 

1

DATE
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MANAGEMENT OBJECTIVE GUIDE

KEY RESULT AREA/GOAL NO.:

ADP~PT~~T FL) ~iCT tcit~4 - Edat~ ci+tan ~~ I s~arck

PERFOR NANCE CRITERION N O . :

f i4+t G,iadu~o1i I~ eL’Wie4 M a q  rnt
_Proqrnrd rn/I/i (,‘Iir .9i~f) p~~anne/ a~ ‘1~z i~ir / ~rriE~~the~r,~~ i~n~/ S~r,q�ey ‘tT~nf~ (,4~ESC) , T~’cthJ/141~E. - -

Sc an rd .  ~~~~~ iii2J(J/ I — —

Fre guen cy  of Assessment : i4i91!’i/~cZZ(4/
OBJECTIVE NO.:

73 ~~~~~~~~~ ~~~~~ ~~j  
~~~ C~AIJ~i4~~~~

6AD111/1 2t1, /F2i!/J/A ’&l I4
~
2/??/nuzt H~tyh2m.~

COMPLETiON DATE: RESPONS IBLE INDIVIDUAL: OFFICE: TELEPHONE: —
22 Mar ~~ - Cu,sI- ~dd S7’ed~42~i J AFIT/I J 54845
IN COORDINATION WITH: 

5 - -
i~/ Cal 4’12~oj4~p’

it~ i ~~~c
BACKGROUND /JUSTI FICATION /S OURCES:

PP~QJ~th4’~ /0 ~~Y4~~~ /7~1 &OdIJaYL ,ci.~4th~~ Ma4~0rnt1,d 
-

P 4i/~4ii~x.~ 12m711nu/ 4 7~ MJQ~ 7~~ /~
//YL4 7’hL ~~~ 6’ -

I~Lee~~ f 
22rnUI~~~ /.

STATU S 1 COMNENTS: 
-

i. ~~~ ,wa,q ~~~ ~~~~~~~~~~~~~~~~~~~~~~~ ~~~~ ~~~s~c ‘p -22A1~ 79. —Dacicij~~ii/ GFñ’) a~m ~uth~ ifl’/Ctr/ ~~~~ a~ i/ ~a’j~~ -

~~ 7~~L Jhij ~ Q 1/14/I/ f Jb~ /I øl6Wi ~ 2-ff- ’
Q~i2~4 j~iL h*~ / 98O C/ado 4~~ ‘~m 7tM4M”~~~ ~~~~ Jf kf r ~~C’g~ ,~4 ’ ‘ath~ 2”14/ 7~~ ~iii~~~d 411 ø/ 2 q114j/21

~A ’zS w~zdh~. Ldiá ’ii~o 4/ ~~~~dI~ (D8i’) ~~~~~P~-~i (~~ q) ~~ IdJe~~ ft’t~ a~’ij E,iitha,i
L!~~~~ . S

APPRCVED BY: C~’FICE: DATE :

— 
kfl T/t ~Q 1/ M~79
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MANAGEMENT OBJECTIVE GUIDE

KEY RESULT AREA/GOAL NO.:

SUPPORT FUNCTION — Graduate Education Programs

PERFORMANCE CRITERION NO.:

In—processing and orientation of new graduate students and snouses

Standard: Develop and conduct in—processing & orientation nrooram for rat~h

Freq uency of Assessment: new class.

OBJECTIVE NO. :

Te deveign and conduct an in—trocessing and orientation~ progrsm f~~r -—
the Class of 1980, Graduate Management Programs

COMPLETION DATE: RESPONS IBLE INDIVIDUAL: OFFICE: TELEPHONE: 
—

25 June 79 Captain Todd Stewart AFIT/LSGQ 5k8LI~5

IN COORDINATION WITH :

LS Co]. IsraelittJ5536l Academic P o~ ram Coordinptors
LSA Capt Musselman/56857 AFIT/DPMUM TSzt Michels
Deoartmerit Chipfs AFIT/LSCO Mr Lampe/5633~

BACKGROUND/JUST IFICAT ION! SOURCES:

The program j~ required to facilitate the transition of new students and

their families into their AFIT assignment.

STATUS/COMMENTS:
I. Completed — 25 Jun 79

APPROVED dY: OFFICE: DATE:

Ca]. Lewia M iai~~elitt AFIT/LS 1 Feb 79
. 5 ~4
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MANAGEMENT OBJECTIVE GUIDE

KEY RESULT AREA/GOAL NO.:

8(JPPOR 7 F/iNC 7/OAf - Prny~irn Mark~4r~j

PERFORMANCE CRITERION NO.:

c~~i~~ r~ iJ~ ~~~~~~~~~~
~rni~e~i /c

~~~~~~ Owl ~ivrne~.rna 
- S

Standard: ‘~#it~i~~ ~2/o~~ - 1446 7~~1J1 ~kO$thg 7~*# y&2~Frequency of Assessment: a 4 / L1J I J I J J J5I
F

OBJECTIVE NO. :

7~ di~uf ~ 1~2a~~~ ~~~~4iA~ c/~~i 79-Cf /ñ~ .~~~~~~~~~~~~~~~~~ c4’i/
~~ 7th~i~ wthk~.iiv Cau~~ (Mc T-’~~/) ô~, ~~

~~~ 
P~~~ qfr& IAV

CO LETION DATE RESPONSIBLE INDIV1DUAL I OFFICE I
TELEPH0NE:

~ 
: I ~ 71d S/~wa~J IAF/T/Z5~ I ~4~49

IN COORDINATION WITH :

LSM IZt Qi/
D~M 

(~iynL /~4F~S2~
BACKGROUND /JUSTIFIC ATION /S OURCES: ,9J/ s~~~ ~Ø~~e&i ~~~~~~ 7~;+/.. &iii/
~~~~~~~~~tMIflh1 

C77~ i~~/d a.4k1 ,Ø, &~i~w 1
~~
/

~~~~~~
mii

~~ 
f2zstLL - -

z/ ~*~ %9~4,1,/

!7~~~ ~~~~~ 
~1J4~ an

fl1’~’4J Q, /7(14J9i
~F~~*~

/L
~

tS
J i / i?~i am ’,.

STATUS/COMME NTS:

1. (/3 J1/ 79)
,~Ai~ eo’ ~~~~

a 1in~e41a~

APPROVED BY: OF~ ICE DATE

it c0i ~~~~~~~ j i4FiT/ /.~M 
~‘ ~hL 79



MANAGEMENT OBJECTIVE GUIDE
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1)1 l’~~K I ~.fl N I Ill I Ill AIR lORd All RI~~(’I.A l ION 25—I
I ~~~~~~ ki As s I iii~t i  ~s l v t A I (~)M.,~~ II \ i  II Al tt.i l~’ II (ktobvr I97~

M~sn a~einent Engineerin g
MAN ,~t~l: MFNl KY OBJ FCTIVE.S (MRO ) l’l A NNIN .

11 ,1* it  ~isi..issiii •ti ~iIi siit -
~ pi.Sted USCII b r  Opcrallflg an Ai r Univeriu ty (A U ) M B() appro ach to planning. It app licaI.. ..II -‘ ~s I ~~~~ ~1i ~. •s fluis.IikLiiIIIi . C iIiIfl lUIdCli. . and (4~ idcnli (icd by the AU Chicto (Statl ) A U Headquarterss i ,li •~N lit Is. ~

I Ut ~j  
- A t t~t.~s is.sn i~ Si ’ %upp.lra sit cdu i.at,onid com manders not burden subordinuic~ with additional

p’~-~ ’ .ss.s ~ ~ ilI si~ . •i i .t,iI~ SIS i~iilCd approach in whi ch fo rm~i and cla boratc coding syste ms. The prog ram IS
L s ’ lSl isi .siulsi ’~ ~ ill i’d~ I ~ 

lihile in delcrnhsning how be~i mule reasonably described as ~n approach toI. s~ as h ausil •siipkinesi i v ,’suis i ian4 goats. Ant iCipilted management where manager s at all leve ls have input to
Iss sk iii. . isis Iss d e bel ies ‘ss ’s, d iiiaiusn ol ellorts . snore t ihj cciives and to procedures to susiri those obj ectives.sh~s .s Ill 

~
is. liii il5.iiSS X •1j’pt~ i~~I. li~.id respoiisib iliiy P.ey to th e AU philosophy is the need to fu~ua strong ly

iii. 
~~‘ss sI i ~ sihj , s . i s ~e~. ,uid it ucaler undc rsland tng on a lew qual ity obj ectiv es rather than cover manyis (15151 ,, .55kb si.stk objective s tightly. It will be th e policy u( the AU

Comm ander to review and approv e the obj ectives in2 ~~~~~~~~~~ I~LiU~. MItO. goals/ key reMIlh. areas direct support of ATC and AU gu&s / KRAs. Once1k K A -. ) . ssh ~ t ii ’s. ’t , 1 .SiIIt Pl~fls. .i ikb milestones SIC appr oved , th e~c objc~iivcs arc cQ mmit mCfl tb for the 6-slu .I ,sstd iii A l  U l’assipklei 25- 4 to lg-mun th lime period. Any slip page c~uscd by
un(orcsccn events is reaso nable, and Mi pol icy will bq

-‘ ciu*u;ui t )pelJlk j ~5. Al l  .~ Iii ’ Is/ui uts /~.tuli t o adj u~I mileston e comp letion dat es acco rdmgly ..i~S.Iit ics w i ll iii ~ t lisp iiic. tsui~ibIc s)h is~~isvei, (5CC A1C l arget dales will not be consi dcrcd too (j im to chang e.
I’ ass i p liki ?S-4 ) eo iisisse , i,,uu..te with applicable A iC (Nothin g in this directive should be construed to

S •ssid A l t  )& s ’ .iIS .ss te ilsed in ~iiiiic lunvn. I. They will ,uUest cianmu ndcrs may pursue no other low er levelilis s , sh~s .I.ip (
~—l)( usisi s ith iiii ksI iin~ plamsa to attain goa ls /obj c~tsvc ~ or discontinue developin g 5—yc~rt lisu.e •sh icsIivc ~. lack .shIceiiv~ and mikalisaic plan o bje ct iv e plans ~ pr eacri bc~ by ez isli ng-slo s isi d hc s..sss rd mna •esl w umb the ~spp rop rialc A t )  ,,laI~ requirements. )

•i~t- isey / sstlica - s~h.,ssI i h.isv su pport acti v ity to ii .urc
l’1~ P~-sid .i.t io fl s ale k.isuhlc and can he supported
~s Iivtc s ’ iii si ds imsso lvu,icui is necessary. Alter j  kas.na

~~
Ii

~~ lisa!I..L
t’,itdiiia t islO. eoiiiiiiandi rs faction officcr~ will brietike All ( um.ii~sndci on initi al obje cti v es with a. Sc~ ~~~ mag~ssta/organi ;slio n

~s I1psss I) riii •C si~ t l agenc ies in anendisnee. l hcrcaltcr . c~~rnvnjers -
S ~~~~~~~~~ 

~rlcrs •-itg ff ~ihey will su bm it au A iC Form 1275 , a~u~a~4~ ~Oh~e - is v v / I’rssgi amiiuii s ng Stains Report , quarterly to
Al l /A U uss imug t he bummn ~ut desc r ibed in attachment 2. fL ) Together with their subordin ate manage rs
1kv A l t  ( ,mi ssiassidvr ni.sy requi ic more Irequcns and ~ UJED. deve lop objectives ~nd milestone plans
upditcs and w il l aiJv ,sc report ing agencies as following lhc guidance in ATC Piimphlel 254~nd thissuc ~cssar y regulation .
4 ~~~~ M 154 ) pltiguilmus, w hen fo rmaliced and (2) $eek appropr iate staff and other organitat iun
belabored with paperwo s k reportin g syst ems , tend to coordin ation and subs equent AU Commander
hccsime oppress ive. Ihcy lend not to be the appro val (or objectives .
l).lr Ileipaissc. ssitind planning procedures wh ich this
dumeetive .sii d A I( I’iisnph ki 25-4hopc toc ~t~blish . By 

~
) Provide AU/AC with a quart erly update

design. ili~ k P J  pss ’g r .s ns smpkincmus the use of one ~Objccii vc Report. ATC Form I~75) fur each AU/CCvsiabli ,Jic d l.irs,i . A I U F orm I 275. and advocates that approv ed ubjcct iv~ i~ support is( ATC/ AU goals.

N., .1 Pi i s im est I’;ii~ s 5
4 )I’~ - At k5 (( sib I himu.ihj I S.s.uj ic r , All ! t:t bhl)
A p1im stv ~d by: 4 id t has leis 1 Pow ell
l ) isiss hi,iis., ~ I . X (A I(’ /A ( M-I)  
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2 A liR 25-I

b AU / ED will: c. AU/AC will serve “a OPK (or the reporting
aspect of the AU MIK) planning elt urt and will:(I) Brief all niaiiagcrs, JAW Al l’ Pamphle t 25-4,

pat iugraph L on the nicchanucs of the AU MBO
Progr am. - £ fI) Keecive, maintain and display quartesly

updatcs( Ar C ~~~~~~~~ (275) m a  kiums eIeais ~stehsa ,k kr(2) Provi de all units w ith A I C/ A U  changed the AU Commander,gu~ls / K RA 5

(.3) Upon reques t , assist uni ts in staffing 
S -m ilestone plans and in defining obj ect ives and 

~(2) 
Obtain appropri ate stall /uther school

incasure ~ of eltec liv eness coordin at ion on quar;er(y updssKis 
~~~ 

In updating
thc Commander’s not~’husik.(4) Coordinate program changes (ATC Form1275) qu arterly or as requeste d by AU JAC for

educ at iona lly oriented obj ective s k For~~. ImpI~m~n~~f AI C hirsi t 1275.

R A Y MONo 0. FUR lONG
Lieutenant General, Ii~iAIj  

~~~ ,~
_ -: -

. 5 CommanderI i/ ~

‘ 5 .  
- 

-
Y A N ( E Y  6. SW E~II~ ING~ N. Captain. USA F 2 Attachm entsChief , Central Base Ad imusiration I. ATC sod AU Go~ls/~ K/t~ I

2. Objcctivc/ Programming Sttstus Kepsul (Alt’
Form 1275) 

5

Ii
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. \II I< ~~ '' · I 1\ I I .1 .. hill<' Ill 3 

i\'I'C _1\Nl.l •. ~~IALS/KI!:Y IU!SULTS AREAS (KRAll) 

,.,,. t .. lta~wlllt'. i\Tt: t•.u.IIH/KRAH rt]qulrc reRults-orit!Ott!d obj~ctivoa by AU ora&anS: ... 

llc•t'f'ltll qu;d lly JH.IUIIIU 

'1'1 .. • '"''""illlt\ i\11 l'.tt,lls/KHAH rt•cltllrt• rcsultH-ortuntod ob1ect1v"• hy AU orRani .. 

- l'rov lck IJIIitl I Ly uf ft"ent 
"'' 

Cclllllllt' t 

clhJc·c·t lv .. l<c·p111ts lur nlt,,·c·tlvcs th11t t'an show mt-asurahle re~tulta in from 6 to 

IH n~o•ntlcs may 1 ... hrl,·f In n111nlwr (thret! or four objectives). 

llhJ•·c·tlvc·H ~""'l'l'"rt lng ATI! and All ~oui.H may trent l'Our&t! 111ateri1ll 1 methodology, 
I 

l;~e·ultv ,;,•1•·•·11""• lacultydevelopn~c.·nt, ~chool/unit organization, library 

st·rv ,,.,.,., r•·s,·:~r.·lt pr11ducts, Hrlwllul fn~. Htutlent and faculty identification 

t ••r w;11·1 lu11· a"t'llh'lltar lun, lnnovHt tons fn ,·our~:~e dt=velopment, proaram evaluation 

t ··c·lu,lqm•r-~, 1 ;11·ul t y-HLaf f /Htudent ratios, personnel 11ervice, contract service$, 

h;1:-~c :111pport, t'lc. A'I'C and AU ~uals/KNAs are broad; resultant objectives and 
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AUR 25—1 Attachment 2

INS t RUCTIO NS FOR COMPLET I NG THE OBJECTIVE REPORT (ATC FORM 1275) -
~ S

l I st’ A IC I’tsrsis 12 1S (attached ) is to be used to report a summary of management
s i t  I,,ns pl1un ncd t o  us t omplis h your objective . The original of this report is

sl u t ’ t~~ AL P /At : N I l  l , o t )  ~,n t hd last Monday o f every f iscal quarter. Make maximum

us ~ ,L’ 01 sne’~i n t n g l i s l  abbr eviat ions and attemp t to limit your report to one page per

oh ) s ’ s - L  I

I t  * 55

‘(‘y pi’ In iIss ~ command goal which the obj ective suppo rts .

2 Stnt ems ’ nt ol ob iec ttve , including completion date . See ATC Pamphlet

25-4 . (Kt t’p ~.cute.ent short.)

l latt ’ sih) t ’ t ’ t lv e began, When changes ar. made to an obj. c;tvs or game

p l um , N)IISW e(sangt~ number in parenthesis fol lowing date . for sxaaple .

1 Ikq 77 (C—I) . l’ s

4 ProvIde’ allis’ s! symbo l , grade , name , and phone gC action otfi c ir u

s Iinrgs ’d wI l l s the res pon atb ilir y for ib. objective .

S Ik~st ’ r ( p t  (sin sit rationale which led to establishing this objective .

(Why are w i doing i t ? )
I,

Short at is t ement describ ing major actions r.qtutr.d . (Limit to key
If.-

words ,) Suppo rt with ma$or subactione if necessary.

7 Calendar year schedule of expected start and completion of mtle~tones.

(tat ’ uippc r case On (easy to type) and connect the. with a solid l ine

-—s u it t s s I  ((tie Ind icates a sl ippage . Empty circles show tncoapleta

u c t  Ion . S

H Commcnt t in re’anon for slippage , if any , and management action ;

re ’qulred intl being taken; mention brief inga plann ed , changes in

o bje ct iv es , etc.
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•

F o r e w o rd

A s the Commander of the mulufacc ied Air Training Command, I want to provide the Air Force
with high quality trained personnel at the least possible coat In day-to-day opcra uonl we arc tackling
thi s task pretty we lt , but the future will require the same or higher quality product with less dollari and
manpowcr A way I ace to do th is within our comman d is to improv e our management by using
results- -wienied management by objectives (Mao) in planning

Each of you has a duty above and beyond just doing your job, and thu unwritten charge is how
can I do it bcttcrP

Our Iursi ello rts at MBO are behind us and we learned a great deal of information to use as a
spr ingbo ard for the rev ised MBO program Phase II of lb~ STC M8O program wiU fo lLow thc ”K ccp
it Simple and Short ” princi p le.

Wh at I want to know is whe t you are planning to do to meet our training standards and at the
sause tune reduce coats As S visit each of you I will seek the answer to thc.c questions.

In keeping wut h the renewed emp hasis on ATC MilO, the adopted command goals cover the
specir um ol our miss ion Inherent in the nature of these goals is the fact that we will never reach them ,
s u ii~ e ths y have no lunitencas, and their standards are subject to change. Beneath thc umbrella of these
goals. however . HQ ATC us working to make headway, withia the relatively near tc~f l of 6 to 18
mont hs , toward sonic quant ut sed objectives

I siltow ing our Buck Slop philosop hy, phase II will continue to encourage our fiel d commanders
Its upd ate autonomously (although they will be kept closer informed of headquarter, goats and
objectives) and to determine the extcnt , dep th, and format ting ol’ the MBQ program Uti; will operate
in their umts

—7 3—
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Ilcad qu arieis Air t raining Comm and
Randolph Au r For ce Base . [~~as 7b14b Ii December I977

Management ~na$n.,rlng

ATG UANAQSM~NT IV 
- .

Thus pamphlet provides guidance for the conduct of the command managmeni by objectiv es progr2i~s
Ii app lies to all Headquarters ATC staff agencies , centers , wings , and separate operat ing act ivit ies.

Par igraph ?u!~~s’

SectIon A—Genera l
Introduction I
Eaplanation of Terms  . •  2

Section B—MOO In ATC
Overa ll Concept , ,  3 2
Id entif ying Goala/ ~ RA s , , 4 2
Objective s 5 3
Formulating Milestone s, Game Plan , and Action Plan ,.,.,,.,,,,.,,,.,..,..,,, 6 4
[he Role of Participation 7 4
Education in MBO 4

MB(J Adm inus u ration—Tracking and Report ing Results ~~~~~~~~~~~~~~~~~~~~~ 9

S.ctlon C—ChecklIst b r  lmpi.mentlng MOO
Dctcr i iuu nc Your Goals/ K RAs (0 5
Sd 0bjccti ~cs I I
Lsia b l is h a Game Plan 2 5
Progrcs5 13 5
Couiectuv e Action  (4

Attachment
F Uubliography and Recommended Readings on MBO ~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~~

SECTION A— GENERAL ç. As used in ATC, MBO ii not pure Druckerti un
but rather a management process that melds the ATC

1. Introduction: Commander’s personal management style with many
a, The Air Force of today and the future is faced aspects of tex tbook MilO. This pamphlet builds upon

with lluc challenge of having to do more with less; the the Commander’, ideas to give you a comp lcic
answer lo ihi~ challenge lies in better management of packag e—everything you ’ll need to let Phase II MBO
our total reso urces. work for yo u.

b. PAanagcmcnt by obcc tive s (MBO) is a manage-
mcnl philo sophy that will provide us better manage- 3. ~~~~~ ~ ~~~~ 1Jhe terms used in MBO
ment . It is widely accepted un industry and in many arc defi ned in many ways depending on the viewp o int
agenci es of the Department of Deicni e(DOD). MISO of the MUG author and thc particular area he wiihcs
us based on logic . ismp!k uy. and proven to stress For thc purpose of the ATC MBO pro g ram
organizational princi ples, the followin g defi nit ions sbQ~~ be used:

S ~ hI~~~~ LMJQ).~M ItO is an
caiccmcty simplc a)vslCm of management that dcfi ncs

Sup ersedes A FIR 25.2. 5 January i~~o a unit ’s objec tiv es Ifl its most important areas of
OPR: X PXS ~Maj D.H. Williams) responsibility and ii uses these objectives and the
Appi ov un~ Durector: Ccl It S. Bowden expected rs~uits as guides (qr management empha s is
Edi to t: J H Esatincad in the Unit. MBO COniisU of nothing more than
1)15 1 RIBt ’ flON: ~; X ; dctcrminin8 how you can perform your mission better

Al’ 5 SC/ IMP — ~~~~~~~ ‘ un quantit at ive t~~ms) and develop ing a road map or
AIJI. Ls1~ . t game plan on how ~o get ther e.



ATCP 25-4 15 Dac mbu 1577
h. (ioa (s/ Key Result Areas (KRAs) . In the A I C  what MItO is all about. Fiiially, we need to stress

MB() program t hcs~ terms arc synonymou s , app lication to any level of mangc m~nt . The urn-
(‘oa ls K RA s arc brief I to 3-word statements that quencas of MBO is it s adaptability: ii can work at any
ud en uul y the mi st i iuu por ta nt areas of your res pon - leve l of an organuzalion.
su b Iuuc ~ wh crc spcculic rcsult~ must be obtaine d. They
could . f or I,s. k o f bett er terms , be calle d your You may ask , “What ’s in i~ for mcr,ATC MItO i~
mo ney mak c is , hugh resource usc ar eas, or even the designed as a parallel management approach 10

“Killer Items” Irom recent management effectiveness com plement the more conventional management
uuis pccti ons . In is military organization , these goals are process already in use today. It is intended to get you
stated at one level below the mission statement that out of the activity trap and into an objecti ve oriented
de(ines the overall durectuon of the organization, process . In our program , your activities arc a means

to an end that improves some co at , perf ormance , or
NOTE: Dctinung your goal s ! K RAs us an intermediate schedule area. Let’s look more closely at the benefit s
step between the or ganizat ion’s mission statement and yo u can capect f rom MUG.
its sta te ment of spec ific objectives. •. First, you ’ll know exactly where your organiU-

lion is headed. Your objectives will be clearly defin ed .c. Objcctivc~. The specific objectives in the ATC
MBO program should be statc” ents that define b. because you know the direction that you want
achievable challenging results tha t tran scen d the day- to go you ’ll have more time for manag ing your daily
to-day accomplishm ent of the unit ’s mission. (For activ ities and your unit S accomplishments With
purpo sca of the ATC prog ram most objectives should p”~~tice, you ’ll learn what it really mç~na to manage
produce results in about 6 to l~ month s .) resource s .

g, MUG lets you know whe re YOU stand in the
By nature , objectives are part of the management organization and how you fit into the overall

Iune ti on of planning. In brief , what are you going to command , center, or wing picture. As you im plement
do to pcrh rm your job bcttcr as defi ned by either a MUG, your particular job and responsibilities will be

t , performance, or schedule basis’! Clearly understood.
d. (iurnc Plan, Milestones, Acimois Plan, and Plan As a participant in ATC’s MItO program your

of Attack. The game plan is a set of actions ! ac- individual programs should include a determin ati on
complishments hat need to be followed to achieve the 01’ w hat you arc wo rkin g toward , and whg$ your game
object i ve .  It is a road map that idciitulues stops that plan is to arrive at ii. We all have a mission to perform
rul usi be uu uade or (u lf ilk ’d to successfully arrive at your regardle ss of our level of work. Question yourselves,
dcstu i i.ttu o n . “How can we do our job better, easier , and more coat

etfcc iivc lyr Planning and problem sol v ing ii what
ATC MUG is all gbout. Your MBO program should

SEC1 ION U—M O O IN ATC not be used to dup licate ex ist ing day-to-d ay manage-
ment lystems , or Druckcr’s. Odiorne’~, or Morr iasc y’s

3. Ov.rall Concept. The managem ent m arket today philosophy. II is a comp lement to our more
is supersaturated with MItO techniqu es and conventional familiar management process, as it adds
app lications. Drucker ’s , Odu orne ’s , McGregor ’s . focus and priority to you r manage mefl i acti vity.
Mo ur iss cy ’s , etc., concepts have been analyzed , As the ~om rnander or sup ervisor of an organizationuuide rsioo d . ni is undcr stood , app lied , misapp lied, and
rei nt eu pr et ed . But there arc common areas of about to implement MOO, you sho uld review your

mission statement and t hose of you r immediateunderstanding and ap plication which most MOO 
comm ander or superv isor. Each mission st atcmc ntuuia n .sgcrs agree upon . 
defines the continuing purpose of an organ izat ion.

lo sta rt with . M HO is a systematic method of ’ From the mission statement there should flow a list of
ulma nagern ent th ai emplo ys clearly defined and goals or key results —-phrases that identify broad task
realistic ~bjcctuvcs whic h can be applied at any level of areas where specific resul ts must be obtained.
managenient. S~stcmatic means we ’ve gut a ty pe of 

To do this the series of steps in the next paragraphsruaidmap which shows how to get there from here wilt aid in establishing a resulti producing program.M ’nagcnuc nl means gett ing to our objective with
ever resourc es (people, money, material, and

~~) ~sr c av.uuiahle , I he ob~ectivc s thems elves refe r to 4. Idanwying Ooi$sIKIAa, Having rcvicwcd your
t h e  results ciipcctc’d—where we want to go. Meeting mission arid function s tate m ents snd those of your .~~~

~n abjec ti ve us t he end product ol your effor ts; this is superiors, you arc ready to identify goals! KRAs .
‘-75—
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i heic aic , huw ~ v ci , scvcual  ch arac icuusucs of KR A 5 ob j cei uvcs , and (3) be tangible and accomp lishable in
SU U sht’uld be f amil s ,uu w i th  bcf tire ~ r it t fl g your own about 6 to ig months.
KR A’~ should. I he result of thus s tep in the MOO process is a l.s t ofa. l i.kntuf y itue uulo st inm pu rlau ii areas of yo u r nicis niuig lul and realistic ob j ectives. To accomplishics poi isi hi li t ) sc i ’ j c the jobs of your org aniz ation , t hus ~~~ should know the mechanics of stat ingiouiec flt I,uluuu g on .mueas that produ ce the mos t obje~t~ves plum, the requirements and characteristici ofsug nihcaru i results. What arc the most important wr iting good objectives. We will start with mechanicsfuii ~t ioii ~ your &u fl ui pe rfor ms? ( In tern is of resource s using the following guide to objecttvc writing.consumed: tim e , money, manpower , energy, Objective s shou ld contain ihc follo win &material.) a. An action phrase.b. Bc b,oad in si.u pc . b. Thc desired resul t .c. Be tong ter m in nature. c. A date for gchicvcmcnt,d. Be t m n ui ted in nu uum ber -

~ st ..rt wit h two or three 
.
~~, 

A priori ty ,pr mniu ty areas.
e. Not necessa rily be measurable. For example;
1. t ..eisd to associated objectives which arc To implement the HQ MOO program throug h DCSaccomp lis hable each K ILA should have one or more level by 31 Dcc 77. (I)ob je ctives.

g. He pum ni arily within your limit s o authority and To implement (action)
m e spon subul ity. the HQ MOO program ihrou~b PCS level (result)

by 3 1 Dec 77. (date)When writing yuu~ K KAs use only a few words . (I) (priority)
avoid action wor ds (save verbs f o r  the objectives), and

Notice that the objective is ~n action directed towarddo nut indicate quantities or ti ming. 
~~hiev ing a result by a specific lim, and with the
highest priority ( I).

Keep ing this example in mind we can list ihcsc
Ai th ms point in th e A IC MR() process you shoald req:nrements at writing objectivcs.

liavc a clear understanding of ’ your mission and a. ‘l hc state rrsu1~z to be achieved.
Iuuiciuun statement and have completed the b. They are n,c’asura ble— whcn, how much, how
gual/ KRA definition step of the MOO process, many.
Arrival at ihis point has required that you ( I )  review ç. I hcy arc aduevab!q.
your mission and tunct ion statements and thosc of an

Since correctl y written objectiv es arc so importantechelon or two above you ; (2) identif y within your 
to the success of your MOO program, thc followingunit , those outputs which couisume most of your expand the characteristic; of an objective.mc s o u rc cs ; and (3) wr ite down the goals! K RAs you

derived through the above actions. J~~t~$ç .—’~~ objective should describe only one
result in a manner that there can be no ambiguity

5. Ob~ect1v•s; about what i5 expecte d. Specify “ wh at ” and “ when. ”
You arc now ready to begin identifying specific Objectivcs should conta in only that informatio n

necessary to understand them. Trying to put moreuhj~ctives for your unit. These objc~t ivcs are the real inlormat,on into an objective ~niy makes it lesclocu s si t your MUG program aiid give purpose to your
orgauflu/au t iuui ’s j c t ivi t ics . If , however , you haven’t precise
puop er l y identified the goal~I K R A s  from your ~~~ esa~~~~ —Jncas urcmcnt of results is the key to
uuuissuoul st alcuume nt thc ui you may uuoss Inc boat with success in an MOO program. if an outcome cannot be
thc ubj eetivs:s you dev eki p. (You ’ll show results , but measur ed, the degree of achievement will not be
not uei .ess.u t ily in your hig h impact areas. ) known and the management challenge will be lost.

You must know where you have been and wh en YOUUbjee tives in our A IC’ pr ” gia m t hould be 
~~ve reached your objective.ijete rmuu ued from the goals an~J key mission areas.

‘spc~:lui ,ally. planning how ~ou car. do your job btttcr , ~~~~~~~~~~ j 9 those who are directly concern-
cii ic d io~~ rd som e cost , performance , or sch edule ed tie ., %hC manager, tus suborduri tea, and hi;

I hcsc ~hjc~ t u ~ c~ shool d : t I ’~ provide planning supervisor). Acronyms om technical jargon arc
. 1 . ’ ’  oA lut your un~ ’5 W’ f k  12) g’~c guidelines for accentab ie i t th e~, arc commonl y used and understood

~ .~~ • -~jp.i~~c”, ii, Iurrnu la.e th ei r pIunnun~ 76
by ~~~~ t he perso ns invo lv ed.
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hallenging. But Rc ,uh ssu ic it ic status quo is not b. Init iate corre ctive acti o n whi ch may take any of
~ii.cc ptabk cuuoiig h amid lutist be unproved upon. An the iotluwirt g forms; adjust liming, add milestones,obj ective ~huuld miese r describe what is already being add resources, and reevaluate the objective.
aclulc%csl , it sh ould mot iv at e the manger to raise the
sig hts to new levels of accomplishment. It must be 7 Tb ~~ .‘ !sn4ct~~UN; . .1rcal is ii e , aim impossible-to- ach ieve objective generates
fru stration. Most authors agree that participative management
Rssull-orfenled—foeus on resul ts, not activities, plays a part in MBO. What these same authors

disagree on is the type , degree, and depth to which
Sign ificant -—an object iv e should def ine a result workers shoul d be involve d in th~ objective setting
which is meamuinglul and important to the organuza- process .
t i suul .  Dctu nuui g objcctt ~cs in relatively ins igni ficant Opinions , based on researc h on the impact ofarea was t es t ime , blurs the focu s on t he more

partici pation in the MOO pro cess, hgve also beenuui i p o mt amul a l eas , and unne cessarily swam ps the divided. Social seie nt is~s indicate that participativesy s ie flu.
management is not adaptable to all situCtions. Within

Singular responsibility—one person with sufficient the ATC MOO program the process ~
( esiabli;hing

author ity must be responsible for and capable of gu st s , objectives, and game plans may employ cithcr
acliucvimig an objective. Avoid ‘dual responsibility; ii’ participat ive management or the top-down approach.
I l i ms is not possible , establish a working group to
complete the objective. 

.

Consistent wIth avaIlable resources— ways must One of the keys to success lit imp lementing or
he foun d to ‘lo the job better with less , not more restarting an MOO program is an educational cifort
meso u ic es. that precedes or is concu rrent with the implementa-

tion or modification of the system. Knowledge of1orf tIzed — to puov ude a basis for choosing among MOO as a management philosophy and how it shouldiauids which compete for reso umees.
be applied at your inst allation are important F

obligations to mccl befo re an attempt to apply the
Concept gets started.

The educa t ion cifo rt should outline the mech anicsS. Formulatin g Mil.ston.., Genie P11’s, 1’~ of the MOO program for the key managers who arcAct Ion Plan: expected to “work” it. The education need not be
h~ gaml ie plan is nothing more than a step-by-step extensive, formal, or standardiacd, but gIl manager s

desc ript iomu of signi f icant acti vities you will have to do expected to participate in the MOO program need to
to reach your objectives. It’s a road map or PERT be briefed on it.
ch~ it.  It ’s the how, when , and who of activ ities that
head to results. Each objective should have a game I. MøO ~~~~~~~~~~~~~~~~~~~plan cu d  eac h s icp or milestone of that plan must be $)n, ~~$u*~, The thrust a s  to prod
ca m c ’ u ll y t hought Out to avoi d problems in ac- results , not paperwork or additional reports on areas
coniplishing you r o bjective. Good planning now can tha t are already t racked in day-to-day management.
avoid the em banassmen t of realizing later thist there In the ATC MOO program, if units h;ve focu sed th cir
is iii, w ay  to achieve your objccfivc with the tunic or objectives on the goals! KRAs, tracking progress does
ressiulecs you havc available, not demand a lot of different sched ules and

statemen ts. Wings , cente rs. and units will determine(i ,iiu ie plans may be develop ed in a variety of’ ways. their own reports system tailored to tracking progressOne of th~ inure com mon technuques is to list the 
of t heir individual MOO programs. However , onl y inrequir ed actions in a sequent ial or chronolog ical exception al circum stances shou ld it be necessary to.~rd c ,. Anoth e r techni que invo lves the use of a PERT establi sh a new reporting clement or organizationalsha ri , wheme each step is dependent on succes sful line to track MOO progress . if it become; necessary tos tuiuplet ion of the preceding 5tCP• do so, that reporting eleme nt prob ably should hive

at ict you have begun wor k on the game plan and been a part of the normar management information
,.s ioi ~C act iv i t ie s , you t im id stumbling blocks ii is system in the first place. Therein would lic the

to advantage of MOO in comp lementing rathe r than ‘s —-
a. L)eue rrnmne the cause of the variance, supplementing “normal” management.

—77—
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SEC I ION C — CHECKLI ST FOR IMPLEMEN- e. W rite each objective in a manner that will allow
TING MOO its use as an cifectivi working tool.

10. DetermIne Your GoalsIKRAa. Recall that The purpose of the ATC MOO pro gram is to
these are short I, 2, or 3-word statements of achieve measurable results. Therefore, identify ob)cc-
icspu misibulity where specific results must be obt~incd: tives which can be completed in about a 6 to l~

a. Identify your organization’s roles and missions months.
(either from its tormal statement , regulations, or by
your analysis) or, q~ Ir’i~iah ~~~~~ J

b. Ide roily roles and missions of your functional s. Deferminc the~najor stepsftnitcs ton ci necessary
unit , including those ot your im mediate superior. to achieve the end results identified in the objcclivcs,.

c . Usin g your assessment of roles and missions, b. Determine the priorit ie , to be sisigned to each
deicrminc the goals! KRAs that you would like to major step of your plan.
improve through quality enhancement or reduction in c. Rank order or chronologically list the steps and
use of mesources. milestones necessary so achieve the obje cti ve .

When possible delegate the actual determination of11. Sat Objectives (dst.rmln. lbs fSSLIIII $0 be your game plan step, to those subordinates who arc
achieved): expected to carry them out. (These, in turn, maya. On the basis of your goals! KRAs identify the become objectives for each related subordinate.)
spec ific improvements you wish to place in objective
urm

b. Determine realistic amid achievable (measurable) • 13, Pragvess. you have now determined the goals of
iaigcis I or comp letion of each objective, your organization and focused on some specific

c. Isiablish priorities for identified objectives, objectives and results you would like to accomplish.
deternitmic which ones should receive the greater Your plan of alt~ck will guide you along the way ~nd
em phasis, provide you h u e  necessary feedback (how goes %I) On

d Lktcrmniui v a mn ca mi s of measurement (costs, progress toward results.
perfui manee , schedule) that will serve as an indicator
of satisfactor y performance, or progress against each 14, ~on~~*,~v MIlan. /1 yo u encounter stumbling
obje~t ivc blocks take corrective action.

(~(OIFIClA9~J
Commander
iOHN W. ROBERTS, Oencrsl, USAF

I). S. WEAR T. Columiel . USAF
Director m~i Administration
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